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^lE»e^tate Capacity Euildirtg prog^ai in ^ ' 
Di^^€ninat ion. fiuppqrtj^^ the de^elopaent c£ cc iprehepsi^e prograns ih 
state Eauc^atlon Agencies^ Th© nature of thi disa«Binatier capacity 
ctflQcted in qeals of pro^iding^ gr|4ter access to inforiiatieh^ 
resouTces for educators^ and reailMtdon of inc|«aa€d tfottudfnaticf) 
aabng activitils of SEAb. Each SEA addresios th^M g^als through ^ 
activities in the areas of resources^ linkige, and Icadereh'ip, ' In . 
1976, the National Testlnq S er:rice began the de velopintent o 1^ an 
evaluation, deBlgn for the State Ca pacity Building Fr^gtan^ A 
technical assistance conponent to assist projects in aF^lying , 
lhfoi?«ation frea the prograa evaluatlcr^ and to provide technibal 
coneulta^it seri?ices to help address prclect^ldsntifiid n«€ds was alaq 
established. Technical assistance services provided are grouped into 
the categories of coniunicatton^ 1 eaderehlp devf lopnents activltieSf 
evaluation docuwentationp ccnceptual develcipient# and ^ hoc'* 
consultant assiBtance, Assessaent of these technical atsjstance 
services indicates a de^effiphasls of . ad hoc services, lort 
reaponsibllity by pfcl^ct directjors fct their oun leadership ^ 
developBient, sore attention to transfcriaticn aqtivitlefi aimed at 
brinqinq c onceptual and theoretical material to the attiiiticn of 
prolect directcrs, and dietlnctlon betiieen their needs and wants- 
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e Qf Education's State Capacity Building Program, 
supports the davelopment of comprehensive dissemination 



programs Ijf State Education Agencies (SEAs), The nattire of^this dissamlna- 

• r. "''/ :- ' ' ' ■ ^ ' \ ^ ■ ■■ ^ 

tlQn edacity is riflactad 1n tha two broad goals of the Programf 

M • - > - 

1) Providing greater access by all educators to an Increased 

^ \^ quality and quantity of Information resources* ^ 

. 2) Realizing an Increased coordination and orchestration among 

the many dissemination activljties under way In SEAs and In 

states. 

' Each SEA addresses these goals through activities ijj^ree.broSd areas: 
resources* linkagei and leadership. The Program has some relatively unique 
features : 

1) A rion-prescriptlve posture is tafcan by NIE, States are frde to 
define "corftprehensive dissemination capacity" within a broad 
framfwork/ / > ^ 

2) NIE Staff view jthe development .of the Program arid the indlviduaT 
projects, ^s a "^ollaborativ^^' effort* A . 

3) Each SEA is given a commitment for funding over a three tti five 
year period ba^d o^- Success in mee^ project obJect1ves\on 

a, y far ly basis.' , ' / • 



Thi Progpim btgan In July of 1975, arjd as of this date . twgnty-nini states 
are participating. ' 

In October, 1976, .National Testing Servlct (NTS) of Durham, North 

Carolina, began tfvi developrnent of an evaluation design for the State 

eapaclty Building Program. The design was fotused on the Program and not 

on the Individual projects. Two. rnajor quest^onl which. gulj^d the design 
were : , ' ?^ 

1) How Is dissemination capacity being developed in St^te Education ■ 

Agencies as a result of the NIE Prpgram? . - ' ' 

. • Z) Is the SEAs' dissemination capacity having an effect? If so, ' 

what Is the nature of the effect? . ' 

Design activities were planned for completjon in August of ig77.ifith 

initiation of data collection scheduled to begin in September, 1977. The 

design period was extended ^tb December, 1977,^ and has now been continued 

* ■ ■ ■ ■ ' * 

through March, 1978. These delays in the development of an approved design 

have put off the completion of data cbllection instr*uments. 

A relatively unique feature of the NTS Evaluation wa/the establish- 
ment of tf technical ! assistance component within the same procurement. 
The technical assistance component has the following major purposes.' 

11) to assist the projects-in applying the information resulting 
' fr^m the Program evaluation to their projects, and 

2) to provide consultant assistance service^ for addressing 
- project-Identified needs (both individual and cross-project) ' 
Wiiile the evaluation component has been loj:a ted at National Testing Service 
offices in Durham,, North Carolina^, the technical assistance component has 



bten b^sid. In Rhode IsUnd. Thfs separation of loeatfdns has not ^pered 
the deyelopment of each component but special effortsC^eed to be undertaken 
In ord^r to maintain communications. - - ' j 
The technical assistance component Is "staffed*' by a 
Diputy for Technical AsSlstanct (DTA). A small amoMnt of jmoney Is avalV 
able for supporting fees and travel expenses ftfr consultants. In addition, 
monleSi for commuhlcatlon actlvltles^re al$b provided. 

\ The evaluation and the technical assistance activities were Implemented 
as discrete and separable tntltlesi although the OTA |d Id participate In the^ 
deyelopment of the evaluation design during Phase I>j this early jnvoTvement 
In the design activities was intended to insure that the evaluation reflected 
the reality exisltng In the states; During year 1 of Phase II, Intended 
as the Implementation perioa for the evaluation, the DTA has maintained an 
Increased Independence so as not to Influence t|fe evaluation Itself nor to 
be perceived by some project personnel as part of the evaluation team, / 
Because of the ^delays In Implementing the evaluation, the first major 
purpose of the technical assistance component has^ot been addres^ied to 
date. To guide the delivery of technical assistance services, a plan was 
developed, based on the needs of the projects as perceived by the Deputy 
for Technical Assistance and. by the project directors themselveSt 



Techn 1 cal Asilstance Ser v 1 ces . / . 

. . ' The characteristics ^of the Capacity Building Program are such that 
technical assistance services are a natural consequence and requirement. 
Because NIE provides no detailed guidelines and very *few restr1ct1pns» 



states art freg to define dissemination capacity In a rmnnfr ^whlch II con- 
sistent with the envlronmenpn which the project eKists. This enHronmtnt 
jis comprisfd of such tltments as the organliatlonal characterlstlci of the 
SEA, Its goals and priorities,, and its relationships with local school 
districts. Thus, th^ states are/iteklng ^Mcrlptlons of options and 
alternatives for §ddriss1ng^CQninon goals, ' A great deal of adaptation takes 
place and the technlcaVjfsslstance function serves to facilitate such 
adaptation and sharing* Adaptation Is necessary becaust the sptclfic ^ 
features or activities addressed to each, prpject goaT^ry<^from state to 
state*^ Thus* for example* variations of linking functldns across the i 
States are as much a function of the context In which the linker operates 
as they are a function pf the generic role. « 

Given that the Program 1s designed as a collaborative effort between 
NIE and the states, the tfichnlcal assistance function serves as a principal 
mechanism for realizing suqM collabojfatlon, Specific services provided may 
be grouped In five major categories: . / 

Commum cation . Commurrication .activities are multiple method and 

. - / ^ I 

designed to facilitate two and multiple^way sharing among project directors 

and between the directors and the DtA, Two broad types of communication 

are conducted: regular telephone and/or written convnunl cations with each 

project director and a computer con-^erencing system.^ The major method of . 

m|inta1ntng regular and uniform c^Dmmunlcatlon is the distribution of a 

monthly memo called TechnlcaV Assist^e Update. This memo 'prq/vides 

information regarding relevant nationwide dissCTiinatlon activities and, - 

about sources of information and assistance for pi^ject, directors and staff. 



intpr 



J h order ito facllltitt sharing arong project directors » -a. computer ' 
confertnclng system was ista^lshid In Dicambar. 1977, Tht purposa of the 
system is to, allow project directors to provide 1nformat,1on and assistance 
to one another, as well as to serve as a mechanism ;fQr hp! ding j "conferences 
Without thirdlsadyahtagas of ^cpstly time and travtl commitments. The 
conferincing system operates In both a real time, synchrorious mode and In 
an on-going mode 1r^ which participants enter the conference on a regulaf 

* mi--' 

basis (iisually once a week). At present, approximately half of the tweqty- 
nine projects are pvttcipating In the system. Evalua-^lon of Its utility 
and effectiveness will be undertaken following a>s1x-month trial period. 
While not partld^ating directly irv the conferencing system, the DTA 
monitors the "minuses" of the conference and follows up with information 
ahd assistance where appropriate, / 

• 1 . ■ = V 

^ ' ■ i ^ ' 

Leadership Development Activities , The purpose of activities in this 
d^ea is ito provide project directors with opportunities to address major 
issues relating to the development and Implementation of comprehensive and '* 
coordinated dissemination prognams, the second major: goal ,of the Program. 
To guide the design of such activities, the DTA developed a prospectus which 
identified needed skills and knowledges relating to directing Capacity 
Building Projects in SEAs, ' In addition, the paper proposed some broad 
strategies for addressing such needs* 

, ^ As a first step in addressing needs in this area, .a Conference on SEA 
Leadership. in Dissemination was conducted by the DTA in December of 1977} 
The Conference dntroduced project directors' a^d managers to some of the 



priority Mplcs needing' attention and provldei:^ directory wIth'an'dQportunlty' 
tb elarify the Issues and specific developtnfnt needsMri these area^., At 
present, it is anticipated that the technical assistahce ■component will? 
cdnduc* follow-up workshops for project directors to provide In-depth 
. treatmer^t of these critioal areas. The focus of th|se sessions will be 
on problam definition and ^roblam sol vinsr using outslcfe rasourca, Experts 
.togither with the collictlve taltrits of thg projact diractors. A planned 
outcome of such workshops is documantatlon iJescrlblng the Issues related to 
the area under consideration (e,g, , deal1ng"^1th intra-organi national 
relationships in orchestrating dissemination, services) and proposing alter- 
native' "solutions" for addressing the Issues, Such documentation will 
serve as a working document for supporting on-going solution building In 
each area. 

. . .. . . ' 

Evaluation Documentation. Three major#f^tiv1t1es were proposed to 
assist project directors In improving their documentation and evaluation 
activities. A compendl^nn^f instruments and forms used by the projects 
y^as compiled, by the DTA and made available for each project director. In 
addition, updates to the compendium are provided regularly to all project 
directorS^ A second activity is the preparation of a model system for 
documentatibn of pi^oject activities. This service is being developed 
because of the inadequate documehtatlon^rocesses maintained by many 
projects. Finally^ In conjunction with the evaluation component, it was 
proposed that evaluation services in such areas as instrumentationi 
methodology defignsand Jn data analysis and reporting would be provided 



to pfojicts* It was Inttndid that s*tatis would custCNnjii tht NTS Instru- 
irftintatlon for appllcatlpn to thair own unlqut Inforniatlon nteds. Since 
tht implOTentatlon ^if^ the evaluation has bitn delayed by additional work 
on the deiign and instrumentation » It has not been possible to.pro/lde 
such asslstartice to states'^at this tltne. > . 

Conceptual Development. Most project directors, are .too busy to wade 
through the conceptual and theoretical literature regarding knowledge 
production arid utilization or regarding organizational change and change 
manageftient. Their day-to-day activities do not naturally accomnodate 
these perspectives; p^lragmatlc concerns predominate. There is, however, 
considerable utility In the growing amount of llteratiire dealing with KPU 
concepts* There Is even a growing body of documentation regarding 
experience with dissemination strategies and tactics* Given the nature 
of State Education Agencies, the Incentives for application of theory and 
concepts to day-to-day practices are weak, 

\ Because the Capacity Building Program has as one of Its purposes the 
coordination and orchestration of dIssOTlnatlon activities within SEAs 
and within states, project directors need a strong background In conceptual 
Issues relating"^ to organizational change, knowledge utilization. Unking, 
and 1ntei?argan1zat1onal relationships. In order to stimulate project 
directors to address such tssues, -a series of brief stimulus papers, usually 
not more than three to four pages in length, accompany the mon^thly mefno 
whicH is sent to all prdject directors and managers. Topics covered thus 
far are^ 



1) DiVtloping llnktr support syittrnt 

2) DtViloplng^a^ SEA dfssmi nation pTan 

3) Diveloping a nttds sensing systifn for dlssimlnitlon sarylcis 

y Ad Hoe Consul tant > Ass1stanct > A small amount of donafi art available 
to support thi traval of ^ the DTA or tht fees and travil txpinfts of con- 
sultants In order to respond to ^ assistanct netds of the^ project 
directors. Given the limited resources avallablei direct services to 
Individual projects have been meager. Consultants have been used to 
i participate in conferences and to support other cross-projtct activities 
In ordtr to gain a higher cost-benefit to projects than might be realized 
through individual assistance. ' ^ 

# 

■ A*bi-product of technical assistance activities has been the develop- 
ment ',of a Hnking/Haison role for the DTA In relating to other major 
nationwide dissemination actlvltfeSt particularly with respect to those 
programs which have resources which could be used by the* projects. 

The explosion of ,d1ssem1nat1on actlvttles ^as made Increased demands 
for the DTA to keep abreast of activities In all programs which could 
conceivably impact on the Capacity fluilding Program and projects. Con- 
siderable time has been spent In Unking to such activities as the National 
Dissemination Leadership Project, the National niffuslon Network, the 
Research and Development Exchange, Vocational and Special Education dis- 
semination activities, and to emerging efforts to develop linking systems. 
Such 1 iaison activities help to minimize the problems which fragmentation 
causes - precisely the pfoblems to which Capacity Building Projects are 
addre|sed within their own states. - ^ * , 



BUtltr ind'Palslty (1978) h«Vf Idtntlfifcl thrtt isptcti of th« linking' 
role which «rt rtlivant to the technical asslstanct strvlcts btlng pfovldtd 
undtr th€ FfTS contfact/ Thci# roles art: rfsourcf provider* procais hflpfrt 
and solution giver. The role which the DTA takes In providing asilstance 
varies from state to state* This variation Is caused In part by the 
"tntUlement'' given tN OTA. This concept is used by Pilsliy to charac- 
terize several factors Influencing the 11 raking role. Thus, In some states. 
efflphas..1s , Is on providing Information while In other states the efl^hasl* 
Is on dealing with the d^veJopment of process skills and actfvltles related 
tjj) building dlssefnlnatlon capacity. While the 'former V'ole is a cormon one. 
It Is used to Increase leqitlmacy and galn^entry to the project, \he real 
qoa> Is to serve as a process hcMper since this notion is conslsteht with 
the capacity bul Idlng thefiie of the Program, " ^ , / 

The role of solution qlver Is rarely played both bf?cause of 'the naturp 

of the Program and of the limited entl tl OT^nt given to the Deputy,, fhus 

♦ 

during the first year a s Iqni f leant amount of time has been spent In . 
^enora-I coninuni cation acfrlvltins, In rr^vlewlnq project materials, aT^d in 

looking for 4ppropriato resources. No doubt, this entitlement Is Influenced 

by the varying V?)«pectations that project dirqctors, have of the DTA. Also. 

deipftt the fact that thte OTA is'a foniier 'Capacity Building Project director' 
Iti^ was ahd 1$; actively Involve 'In SEA di sstemlnatlon leadership activities 
:?at .%:hje natld^^^^Bvol » ^ the role of assister Is not un=1fnrmly accepted by 

each proj%jct director. 



Givtn thi.vifylfig tntUlwients posstsaed by the DTA, an IncriaSjed 
OTvhasIs has bt«n*^^actc| on rtferlng projtct directofs to other sources • 
of assistance and tp brokering such services withln'the limitations. of. 
the risdurces 4v«nable. It has aTways been the case that the DTA could 
"sOtj'rovlde the ne.eded expertise for all^of the project needs. The emphasis, 
on refering and brokering merely operates on this fact.^ The teleconferenc- 
'Ing systero recently Initiated has. the potential for providing a project- 
contro^'led cottiiiunlcatlons device, for ph^ring and refering, as well as 
providing Inother needs sensing mechanism for the DTA. 

;-^Sses$1ng Technical Asslstanee Services ^ 

What hav€ we learned as a result of our eMpprlences during the past 
year of providing technical assistance services to thte, projects? We , 
believe a lot. Much of our leaning ha s^ been translated as quickTy a^ 
possible Into shaping our services, v Sonie of the major learnings gleaned 
from experiences to date are: 

1) There Is a need to deemphasize ad hoc.s^wlcfes to Individual 
projects. Regardless of the resources that could be made available, ^ y 
benefits from this rnode of assistance ^re not consistent with the level 

of resources that wdu1d be required. In rare Instances^ where It 1s tha. ^ ^ 
case that the DTft fiftp play a critical helping role, such Individual \ 
assistance can bt accommodated, ' ' # 

2) The DTA needs to be more proactive in proyldlng technical 
assistance services. Such initiative jcan be demonstrated through proposll 
recommending, and promoting a more 'active role on the part of project 




11 

directors. This is not to say that technical assistance should not be 
responsive to needs and requests generated by Individual projects or groups 
of projects. Rather, it is based on the assumption that the level of 
benefits to bfe derived from the resources available is greater when such 
services are directed to needs perceived to exist across the majority of 
projects. AlSQi given the present level of resources available for technical 
assistance, it. is difficult to provide the ^kind of indiyidual ized service 
which a solely responsiye-^mode requires. 

3) Project directors need to take more responsibility for their own ' ' 
' leadership development and for procuring technical assistance services 

which they need. - In addition, they need to perceive themselves as sources 

of technical assistance to each other. They need to work on issues* and 

problems that they identify. They need to seek and procure appropriate 

human and material resources. In essence, they need to have greater 

« 

control over the technical assistance services provided to them, Needff* 
assessment activities conducted at a recent leadership development confer- 
ence provided project director input for determining technical assistance 
services. 

4) More attention needs to be given to transformation activities 
aimed at bringing conceptual and theoretical material to the attention 
of project directors. There is a need to delineate the Implications of 
the growing quantity of literature for dissemination capacity building and 
suggest processes that might be undertaken to explore options related to 
new knowledge or theory regarding dissemination and change. 

4 

13 
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5) While the role of the DTA is similar in rtiany respects to that of 
the typical (if there is one) linker, there are marked differences* For 
one, the "territory'' is somewhat larger than that covered by most linkers. 
The communication problems inherent 1n working with a nationwide distribu- 
tion of individuals and projects serve as serious impediments given the 
present level of resources available for technical assistance servcles. 
Moreover, the knowledge base directly related to the needs of individual 
project directors is quite small and weak. We are far from having identified 
validated practices in this area. 

6) It Is important for the DTA to distinguish between wants and 
needs as expressed by project directors. Serving^wants is important for 
establishing a climate 4nd relationship in whicK real and important needs 
can be identified and addressed. It is the latter objective which demands 
serious attention by thfe DTA and which requires more sophisticated sensing 
mechanisms than wa^t lists produced by the directors themselves. 

7) NIE slj^f, partlcalarly project monitors, need to be more closely 
involved in the design of technical assistance and in participating in 
many of them. NIE project monitors can also help to "market" technical 
assistance services by advising state project directors of available 
services relating to their specific needs. 

Assessment 

The inadequacies of the better mousetrap theory apply to the technical 
/issistance servtce. Some, project directors have not actively availed 
themselves of any services despite the fact tha\ nearly every state could 



benefit from. one or more of the services. Several reasons can be postulated 

. ■ ' ■ ■ ' ' . ■ . 

f 01*- this phenomenon: 

" 1) Perceived inadequate entitlement on the part of the DTA 

2) Perception that the DTA could not understand and acconmodate 
the unique needs , of a particular project or project director 

3) Perceptioh that the technical assistance is tied to the evalua- 
tion effort , * 

4) PerceptioD that the technical assistance services are inadequate 
to the needs of the projects, being merely a "step child^" of 

the evaluation j representing a token response to substantial needs 

5) Reticence to share problems and needs with an external agent hired 
by the fundfng agent (NIE) 

Another important aspect of the use of technical assistance services 
by the project directors is that relating to the incentives existing for 
sucR use. In the case of most projects, typical motivations either do not 
exist or are of insufficient magnitude. For example* many projects do not 
have Internal evaluations which would provide the quantity and quality of 
information which would stimulate requests for technical assistance. In 
addition, the delay in the conduct of the NTS Evaluation has impeded the 
use of such information for determining technical assistance needs. 

Although technical assistance activities have been severely under- 
resourced during the past year, enough positive outcomes were realized ^ 
merit increased commitment and support on the part of NIE. Given the 
important role which State Capacity Building Projects can play In the 
development of a nationwide dissemination system, it is critical that the 
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projects have the opportunity to develop to their full est potintiaL Such 
potential can only b,e realized through the continued provision of technical 
assistance seri^lces to the projects. 



Footnote: 

Ijhls paper Is based on work conducted as part of Contract 400-77-0166 
with the National Institute of Educationi United States Department of 
Health^ Educationi and Welfare* Contractors undertaking such projects 
with government sponsorship are encouraged to express their professional 
judgement in the conduct of the project. Points of view or opinions do 
not, therefore^ necessarily represent official positions or policies of 
the National Institute of Education* 
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